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1. Introduction and definitions

Last year the then Provost of Science & Engineering set up a working group chaired by Professor Chris Hall to look at mechanisms and structures for the management of interdisciplinary activities. The working group recommended that all major interdisciplinary activities should adopt similar management structures, and that a College code outlining recommended structures and procedures be published.  

The guidelines are intended to apply to substantial new interdisciplinary activities that involve staff from two or more Schools. Normally these will be primarily research activities although some will involve teaching or other activity. The guidelines may also be adopted by existing interdisciplinary activities.

The guidelines also provide a basis for management of activities involving staff from other Colleges/Institutions, although it is anticipated that such activities would, with the approval of the Head of College, adapt the guidelines as appropriate.

The type of interdisciplinary activity to which these guidelines apply are those which have a long-term plan for permanency and for generating recurrent income additional to their start-up funding. They are here given the generic term ‘Interdisciplinary Centre’ (IC). Interdisciplinary research or equipment bids arising from single grants that involve collaboration between staff from more than one School, but have no resource and staffing implications beyond the term of the grant, are not covered by these guidelines and should not normally adopt the formal management structures laid out. However the PIs concerned may wish to take notice of the guidelines for resource management in determining the apportioning of value from such a grant to participating PIs and Schools.

The Research Officer
 in the College Office has responsibility for supporting Schools in developing ICs from initial proposal stage to subsequent annual reporting and review processes. 

2. GENERAL MANAGEMENT STRUCTURES
Key points:

· Every IC should be administered through a single designated Lead School.

· ICs will have a Management Committee with overall academic responsibility, on which all participating Schools (and any external participants) are represented.

· A small Executive Committee may also be needed by larger ICs, to manage day-to-day operational matters.

· ICs will report annually to the Head of the Lead School and the Head of College.

· The College will maintain a list of ICs with ‘Recognised Interdisciplinary Centre’ status.

· ICs will have a Director who is responsible for academic leadership and overall management of the Centre.

· The Director will normally have responsibility to the University Court for all Health and Safety matters within the IC. 

2.1
Administrative Relationship with Schools
The College manages resources through its Schools.  Every academic unit is managed by a single School. ICs should be managed within the existing School structure by designating in each case a Lead School that will have responsibility for overseeing management of the Centre. ICs should establish a Management Committee on which all other participating Schools are also represented. 
At the initiation stage the PI and collaborators should reach agreement with all relevant Schools as to which School will be designated the Lead School through which the IC is administered. The Head of College should be involved in these discussions.
An IC should have a Director, and a Management Committee on which all participating Schools are represented. In some cases it will be appropriate or necessary for the Management Committee to include individuals from external organisations.
2.2
Reporting

Each research or infrastructure project that runs as part of an IC should report to the Management Committee, at least biannually, or more frequently as appropriate.  It is the Management Committee’s responsibility to take an overview of resource allocation to, and academic outputs from, different projects and to make decisions about project viability.

The Director and Management Committee should report annually to the Head of College and to the Head of the Lead School, copied to the Heads of other participating Schools. Reporting will normally take place in mid-financial year (February), to enable any resulting actions to take place before the start of the next financial year. The report will normally take the form of a financial statement and summary of research output, a review of the year and a plan for the coming financial year.

 ICs will also report formally to the College on their activities, through the Head of College.

2.3
Recognised Interdisciplinary Centres

The College Office will maintain a list of Recognised Interdisciplinary Centres (ICs), published on the web and also sent to other University support units who communicate with Heads of School etc. IC management may experience difficulties because the IC’s standing is not clear to support units.  Difficulties can arise in regard to the presentation of ICs in the University Calendar, prospectuses and on websites. Establishing the College list of Recognised Interdisciplinary Centres will largely eliminate such problems. 

Recognised Centres will be those that have a long-term plan for permanency and for generating recurrent income additional to their start-up funding. They must adopt an appropriate version of the College’s recommended management structure and have in place a mechanism for an annual formal report to the Head of  College and College.

A new Centre should apply to the Head of College for recognition and inclusion on this list, providing an academic statement of activity, scope, aims and prospects. 

2.4
The role of the Director

The Director will in most cases be the PI holding the original start-up grant. A term of office should be agreed at the start of the IC’s life and a procedure for renewing or replacing the Director agreed.

Resource management

The Director will work with the Management Committee and the Lead School Administrator/Head of School to manage the Centre’s resources and will be responsible to the Lead HoS for resource management. The Director will also be responsible for ensuring any external constraints on resource management issues are fulfilled. The Director will be responsible in discussion with the Management Committee for agreeing resource and value allocation issues with the participating Schools. If an Executive Committee is required this will be headed by the Director.

Academic management

The Director will be responsible along with the Management Committee for the academic direction of the Centre. Major proposals should be discussed and agreed with the lead HoS as well as by the Management Committee.

Staff management

In most cases academic staff contributing to an IC will be primarily employed by a participating School rather than the IC. In such cases the Director will not have line management responsibility but should be consulted by Heads of Schools in reviews of academic staff working within ICs. Larger ICs may have academic or support staff who work entirely within the IC.  The proposed management framework envisages that they will be employed by one of the participating Schools (normally the Lead School) but will normally report to the Director. The Director should be responsible for staff development, recommending promotions and general personnel matters for these individuals, through the appropriate School.

Health, Safety and Environment    
Formal responsibility for all HSE matters lies with Heads of Departments. The Director of an IC will normally take this role and accept formal responsibility for health and safety within the Centre. However ICs may pose unusual HSE questions that arise directly from the interdisciplinary nature of their work, which may involve several specialisms. Much will depend on the scale and nature of the work of the IC and on the physical location of laboratories, workshops and other facilities.  In some cases, it may be appropriate for formal responsibility to lie with the head of the academic area within which the IC is physically located. The paramount requirement is that there should be a clearly defined line of responsibility for all HSE matters.

IC Directors should be able to draw on the expertise of Safety Advisers from the participating Schools.

Reporting

The Director will have responsibility on behalf of the Management Committee for reporting annually to the Lead HoS, the Head of College and College.  The Director will also be responsible for ensuring any external reporting requirements are met.

University Information

Directors of College ‘Recognised ICs’ should receive the same level of information as others at ‘HoD’ level from support services such as personnel, health and safety, computing, library and other matters.

3. ACADEMIC MANAGEMENT

Key points:

· ICs should have defined criteria against which their academic (and financial) success or otherwise can be reviewed and measured. Exit strategies should be part of initial planning.

The Management Committee will have responsibility for overseeing and steering the academic development and strategy of the IC.  Most ICs will wish to have a forum for all participating academic staff to discuss and develop policy on academic matters, which include all substantive teaching and research initiatives. 

An Advisory Board, drawing on external expertise, may be set up to recommend academic programmes in the light of the external environment.

3.1
Review processes and exit strategies


Benchmarks of success (academic and financial) should be built into initial proposals for IC management.  Normal reporting procedures will be adequate for a successful initiative but it is the Management Committee’s responsibility to identify any need for exception reporting against agreed benchmarks. 

Criteria for review and appraisal of an IC should be included in management plans for all ICs. Each IC should have an exit strategy for bringing its activities to an end in the event that it is no longer viable for academic or financial reasons.

4. STAFF MANAGEMENT

Key points:

· The contribution made by academic staff of a School to an IC should be taken into account in staff reviews through a formal contribution to the review process by the Director of the IC.

· Staff employed explicitly to work in the IC should report to, and be reviewed by, the Director.

Academic staff development

To ensure that academic staff career development and promotions take into account contributions to ICs as well as to the home School, Directors of ICs should be consulted by heads of departments in reviews of academic staff working within ICs.

Support staff management and development

Larger ICs will have support staff who work entirely within the IC and may be funded by grants to the IC. They will be employed by one of the participating Schools (usually the lead School) but will normally report to the Director. 

5. FINANCIAL MANAGEMENT

Key points:

· ‘Value’  (benefit, commitment and risk) should be clearly allocated between participating Schools at the outset.

· The Management Committee is responsible for ensuring that value continues to be allocated equitably throughout the life of the IC.

· Academic and administrative staff based in different Schools should have access to accounts data and reports relevant to the IC through use of appropriate account codes in WebFirst.

· The Lead School Administrator will have overall responsibility for monitoring the IC’s accounts.

· A defined part of income from overheads, Funding Council grants and other sources should be passed to the IC on a formula basis agreed at the time of setting up the IC.

5.1
Allocation of value  

The value of the IC to each of the participating Schools should be entirely clear from the outset and throughout the life of the IC.  ‘Value’ in this context includes resources, income, benefit, commitment and risk. Each School receives benefit in the form of a share of the income of the IC (most conspicuously as a share of the start-up funding) and may have certain commitments (for example, take-over of posts).  

One of the main responsibilities of the IC's Management Committee is to ensure that there is a clear and equitable division of value between Schools throughout the life of the IC. The Director and Management Committee of an IC should agree at the time of the award of the initial grant how the value of the IC is to be apportioned between the participating Schools.  This agreement should apportion RAE-derived income to each School and also apportion the distribution of overheads to each School. Subsequent income streams should be treated similarly. 

5.2
Monitoring finances  

The Lead School Administrator will have overall responsibility to their HoS for monitoring an IC’s accounts. Where an IC does not have its own administrative or finance staff the Lead School Administrator will normally take responsibility for administering financial matters.  This may be recognised in overhead apportioning.

It is essential for sound management of ICs that academic and administrative staff based in different Schools should have access to accounts data and reports.  When an IC is set up, the new e-Financials system should be used to provide academic and administrative staff involved in each IC with common access to accounts information across cost centres.

Close working relations and liaison between administrators from the participating Schools are vital. The administrator of the Lead School has the primary role in achieving this.

5.3
Ensuring financial viability   

ICs with major start-up funding are substantial entities but their resources are controlled by Schools. IC Management Committees and specifically Directors have responsibility for delivering research output and may have significant responsibility for staff, equipment and buildings. They may also be major long-term generators of research and other income. IC Directors must therefore have direct control of funds generated by their activities. This is essential for a number of reasons, most obviously to permit them to cover administrative, maintenance and staffing expenses.  

A defined part of the overheads produced by income generated by the IC and normally returned to Schools should be passed to the IC on a formula basis agreed at the time of setting up the IC. Support for the IC coming from the Funding Council block grant should also be allocated on a formula basis agreed at the time of setting up the IC.

To ensure financial viability (particularly ability to cover short-term funding gaps), applications from ICs to hold cash reserves will in general be regarded favourably by HoSs and the Head of College, although each case will be judged on its merits.

6. SUPPORT SERVICES

Library services
ICs do not receive any direct library budgets, but should seek book and journal purchases through participating Schools or should include library costs in their funding applications.

Library policy should recognise need to support new interdisciplinary areas. Consolidation of libraries onto a single site at the King's Buildings should  facilitate the development of interdisciplinary collections.
Computing. clerical and workshop support
ICs will normally obtain (and pay for) computing support, clerical and workshop services through their Lead School, through direct charging to research grants, to other directly generated income and via overheads and block grant.
7. PrEPARATION OF PRoposals

A checklist of matters to be considered and where necessary costed in an IC proposal will be available for all staff to consult when preparing IC proposals.  The checklist is attached as an appendix. 

In addition, a College ‘Project Team’ will be set up to assist in preparing large interdisciplinary proposals and in securing appropriate approvals e.g. for building commitments etc. This is likely to consist of staff with expertise in finance, staffing, estate and procurement issues and will have close links to ERI staff. The Project Team should be contacted, through the Research Officer in the first instance, at an early stage of preparing a proposal.

8. USER COMMENTS

These guidelines are intended to simplify and clarify the setting up of interdisciplinary centres. We would welcome feedback on their usefulness. Please direct comments to the College Research Officer.

Appendix: 

Major Interdisciplinary Activities Proposal preparation & costing checklist (IA_proposal_checklist.doc)
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